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Abstract 
The basic aim of this study is to present and examine organizational culture as a strategic resource. This study 
basis upon resource based- studies who is one of the pioneers of 
the approach; for competitive advantage and needed characteristics of organizational resources for that result. Study 
includes relavant literature presentation and examination and an assessment about Turkish large firm
Elements of culture to be a strategic resource and provide competitive advantage; which are value, rareness, and 
imperfectly imitability were disscussed in the study.  
Key Words: Organizational culture, resource-based view, strategic management 
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1. Introduction 
This study basis upon resource based-view with benefiting especi
approach, for competitive advantage and needed characteristics of organizational resources for that result. The basic 
aim of this study is to present and examine organizational culture as a strategic resource. In the first part of this study, 
relevant literature will be presented and examined. Elements of culture to be a strategic resource will be discussed, and 
dimensions of value, rareness, and imperfectly imitability will be presented, and then, Turkish lar
be discussed in terms of resources for competitive advantage. Last of all a general conclusion will be given.   
2. Strategy and Culture 
Culture and strategy was discussed in several studies (ex.: Barney, 1986; 1991; 1995; Barney, and Wright, 1997; 
Willcoxson and Millett, 2000). 
For Barney (1991), three basic types of resources can provide competitive advantage to firms. These resources are 
physical resources, organizational resources, and human resources. According to resource-based view; physical capital 
resources of a firm includes things like plant, equipment, and finances. Organizational capital resources consist of 
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culture, and formal reporting structure, explicit management control systems, and compensation policies (Barney, 
1995; Barney and Wright, 1997). Formal reporting structure, explicit management control systems, and compensation 
policies are complementary resources because, generally, they can bring competitive advantage to a firm in 
combination with other resources and capabilities (Barney, 
organizational capital resources includes rituals, behaviors, attitudes, routine management systems, legends, heroes, 
and 
Langham, 1996; Willcoxson and Millett, 2000). Organizational culture also includes parameters; language, concepts, 
boundaries, and ideology; and provides basis for allocating status, power, authority, rewards, punishment, friendship, 
and respect (Willcoxson and Millett, 2000). As a strategic asset; valuable, rare, and imperfectly inimitable firm culture 
will create competitive advantage to the firm.  Guclu (2003) explored that; organizations that have original shared 
culture will have competitive advantage in that sector.  
each other can also provide competitive advantage to a firm (Barney and Wright, 1997).   
According to anthropological approach; an organizational culture is:  
 
2. invented, discovered, or developed by a given group, 
3. as it learns to cope with its problems of external adaptation and integral integration, 
4. that has worked well enough to be considered valid, and, therefore, 
5. is to be taught to new members of the group as the; 
approach defines organizational culture a combination of language, concepts, boundaries, and ideology which provide 
the basis of status, power, authority, rewards, punishment, friendship, and respect.  (Willcoxson and Millett, 2000). 
Culture generally reflects sensitivity to external environment of organization, and organizational culture and 
owner of business; also, they set up dimensions and basis of organizational culture and lead it.  
competitors, suppliers,  
such as the competitive environment and customer requirements, together with the wider community values held by its 
opinion reflects how organizational culture linked to its environment, in terms of characteristics as responses to the 
necessities of stakeholders. Structure of organizational culture is a result of interaction between organization and its 
environment, and it also reflects the personalities and beliefs of its founders and early leaders.             
rare, and socially complex, those resources are 
1995). Barney (1986) states that, culture can be a strategic instrument which leads to the competitive advantage. 
Therefore, culture can be defined to be a strategic resource for organizations. But for realization of this, one condition 
is required: It must be inimitable or it must be unique. This reflects the basis of resource-based view. Firms can obtain 
competitive advantage with their cultures or absence of a strong culture can make to fail reaching it. Organizational 
culture is one of the most important factors that affect organizational performance.  Resources can lead a competitive 
advantage if they are valuable, rare, inimitable, and imperfectly substitutable.  
Unique organizational cultures would create unique organizational success. The relation between organizational 
culture and organizational performance is so important. The ways of treating employees, customers, suppliers, 
distributers will create a superior performance or not. Efficiency and uniqueness in those activities will result in an 
efficient organization which has competitive advantage for its value, rareness, and imperfectly imitability.   
Zheng et al. (2010) presented four dimensions of organizational culture that lead to organizational effectiveness: 
adaptability, consistency, involvement, and mission. Adaptability is about the degree to which an organization has the 
ability to change behavior, structures, and systems in order to survive in uncertain environment. Consistency refers to 
the extent of the consistent beliefs, values, and expectations of members.  Involvement is about the participation level 
e 
(Zheng et al., 2010). These four dimensions as a whole with value, rareness, and imperfectly imitability will create a 
competitive advantage. 
A unique adaptability competence with value, rareness, and imperfectly imitability will allow an organization to 
respond all conditions of environmental developments. This ability will create a strong organization which gains from 
527 Kurtuluş Yilmaz Genç /  Procedia - Social and Behavioral Sciences  75 ( 2013 )  525 – 531 
 
competitive advantage. Intelligence or consciousness of organizational members is the basic resource for the advance 
of any organization, so; uniqueness of it with value, rareness, and imperfect imitability may make a firm one of the 
best winners of business life. An efficient involvement in terms of benefiting the creative and original ideas of 
individuals at the organization may be source of superior business results. A unique, but not ordinary, combination of 
these four elements, as a whole can be one best sources of competitive advantage.   
            
2.1. Value of Organizational Culture 
     
 First of all, it must be stated that all of the organizational cultures are valuable which lead organization to success 
in terms of profitability, sales, productivity, and enlargement; by providing unity across values or beliefs, encouraging 
them for purposes of firm by creating and presenting legends, myths, and providing behavioral rules and language 
special for an organization. An organizational culture that is special for an organization will create value and will lead 
a competitive advantage.  A valuable organizational culture creates an increase in organizational performance. 
Organizations can increase productivity by developing a culture which is also suitable for reducing costs and 
increasing revenues. Today, culture that leads innovation by encouraging creativeness with an appropriate 
organizational climate is valuable culture. Also, valuable organizational culture is a way of responding customer needs 
with providing service quality and satisfying them; so, customer satisfaction is one of the important scales of value of 
organizational culture. 
any other way it must add financial strengthens to that firm. Culture with economic circumstances will lead those kind 
results (Barney, 1986). For instance; innovativeness as a culture may allow a firm to gain superior profits (Barney, 
1995), by differentiating products for the needs and demands of market. Any organization that has a culture which 
supports innovativeness will be able to celebrate superior success and chance to be strengthened and enlarged, if other 
conditions been secured. Similarly, tactics to gain markets reflecting an opportunity seeking characteristic of culture 
may reach its economic purposes.           
Toit (1996) presented four internal subcultures, which have orientation towards change. These subcultures are: a 
productive culture which is highly resistant to change; a quality culture that facilitates accepting change; a supportive 
culture that responds to change; and a creative culture which allows change to be initiated (Toit, 1996). A creative 
culture is supported by that writer as a strategic behavior.  
A culture with those qualities is a valuable one that may allow an organization higher productivity, efficiency, and 
income. A productive culture which is highly resistant to change will provide a competitive advantage to that firm if it 
has uniqueness, v
of mentioned qualities, and more important that resistance should not allow to miss the necessary developments of 
environment. It must be reminded that no firm will be able to get the success with excluding the changes or remain to 
be a closed organization to the environment.  
A quality culture that facilitates accepting change will provide an advantage to that organization who owns that 
imitability. Change, in terms of adaptation to business environment will strengthen any firm, but gaining a competitive 
advantage depends on mentioned unique qualities.  
A supportive culture that responds to change; needs uniqueness in respond type to gain a competitive advantage, 
besid
that owner firm will reach superior results. Also, a creative culture which allows change to be initiated needs 
uniqueness in that allowing type besides other elements of reaching competitive advantage; it depends on the 
inimitability of allowing type but other organizations.                            
 As Barney (1986) stated; an organizational culture can allow many things to be done for customers, employees, 
suppliers. Firms that reach high level of productivity by their human power, have an organizational culture which 
supports and values the worth of the employee. So, supportive culture is a necessity for firms to increase productivity 
by human power. Practices or implementations through customer satisfaction also present the company culture. 
Organizational culture that encourages creativity and innovativeness of course will provide higher profits to the 
service to customers and provides customer satisfaction is also a reflection of characteristics of firm culture (Barney, 
based upon different abilities of an organization. In other 
words, different dimensions of competitive attitudes may result in as competitive advantage. 
   Different organizational experiences may lead common organizational cultures, and unique histories may not 
lead rare organizational cultures. Firms with valuable cultures must manage that culture in the best way. As Barney 
(1995) mentioned; teamwork and cooperation as a part of organizational culture (Barney, 1995); may lead a 
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competitive advantage if other conditions are secured. Rare experiences may lead rare cultures, and rare culture will 
lead sustainable competitive advantage (Barney, 1986). Today, conditions of business life make firms to have 
common cultural characteristics. Rare and valuable cultures will lead sustainable competitive advantage. Unique 
circumstances of their growth will lead rare cultures (Barney, 1986; Guclu, 2003).  Founding types also in terms of 
company types, financing types can be the source of a unique firm culture. The combination of cultures of members 
and its interaction with local and sectorial cultures may lead a unique organizational culture. The unique personality of 
hierarchy special to that firm with the interactions of business environmental conditions. Unique circumstances of 
owth as characteristics of business environment, structuring types, personalities of personnel, 
strengthening types facilitate to reach a different organizational culture.                 
An organizational culture should allow firm to respond all different circumstances, all different contingencies. A 
strategic or environmentalist approach which lets to evaluate all the conditions that can be faced is also necessary to 
create a profitable firm or to create a successful organization. A strategic approach as a management technics 
integrated with organizational culture will strengthen it and let it to be ready for any changeable situation.   
   
2.2. Rareness of Organizational Culture  
 
Rareness of culture means to have a culture with characteristics that other 
(Barney, 1986; Barney and Wright, 1997). If same characteristics of organizational culture are found in many 
competing firms, then those characteristics cannot be the source of competitive advantage for those firms. That 
competition, but it will not create an advantage. In a sector; cultures need to be heterogenic, not homogeny to create a 
difference, and advantage. Originality for characteristics is essential. Rareness can be seen in rituals, behaviors, 
attitudes, legends, routine management systems, legends, heroes, human resources systems, language, and etc. 
 Perhaps, rareness for culture is a face of innovation in culture. Rareness that is integrated with value, imitability 
and imperfectly substitutability will provide competitive advantage. Uniqueness in terms of history, practices or 
implementations will facilitate to provide rareness. 
Also, innovativeness as an element of organizational culture can make it rare and profitable. Firms that have 
special management and coordination skills will design, manufacture high quality, rare and valuable products (Barney, 
1995).    
      If a firm modify its culture in t
competitive advantage, modified culture will no more create a competitive advantage because of the similarities or 
common characteristics with the other one (Barney, 1986). Imitated cult
 
If many firms, at the same time, modify their culture in the same way in terms of gaining the same characteristics 
successfully, then none of these firms will have higher returns, but; if only a few of firms do this then they will gain 
competitive advantage and superior returns (Barney, 1986). If a firm has unchangeable culture and if it is rare and 
imperfectly imitable than it can be the source of competitive advantage. Only the firms which have effective culture 
management skills those are rare, valuable, and imperfectly imitable, then, it will gain competitive advantage from that 
modified culture (Barney, 1986). If firms also have valuable, rare and imperfectly imitable culture modifying and 
acquiring skills than that modified culture may be the source of competitive advantage.      
Also, managers add their personal characteristics to organizational culture, it is difficult to describe, and if 
description is possible, it is difficult to change, so; it can be the source of competitive advantage (Barney, 1986).  
 
2.3. Imperfectly Imitability of Organizational Culture 
 
Valuable and rare organizational culture will facilitate to reach a competitive advantage in the short term, but in 
the middle or long term it is possible for that culture to be imitated. So, an organizational culture also needs to be 
inimitable by organizations to lead a sustainable comp
imitated by other firms, it wont be a source of competitive advantage anymore; advantage will be lost (Barney, 1986; 
Barney, 1995; Barney and Wright, 1997). Trust and good relationships among organizational members are specific 
impementations, ways of responding new situations, and ways of responding demands of customers will create an 
inimitable organizational culture. The personality and behavioral types of people are also important elements of 
inimitability of organizational culture.  
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Firms that have rare, valuable, and imperfectly imitable cultures can gain competitive advantages; also, besides 
those, firms with geographical (Barney, 1986), governmental, monopolostic, manegerial, economies of scale type 
advantages can bring huge economic successes to firms. 
To create a competitive advantage a firm culture also must be imperfectly imitable, besides its value and rareness. 
Values, beliefs, and symbols are as part of cultures cant be precisely imitated. The characteristics of organizational 
culture that make it rare may also make it diffucult to imitate. Unique history and heritage may make an organizational 
culture imperfectly imitable. Culture is unspoken and granted (Barney, 1986). Values, beliefs, symbols, and 
characteristics of founders presents the unique history of a firm (Willcoxson and Millett, 2000). Valuable, rare, and 
unique culture may allow a firm to have competitive advantage. 
 
3. Cultures of Turkish Large Firms 
 
These firm values examples below are randomly taken largest Turkish firms web sites which are among top thirty. 
Firms are randomly taken among the firms that were determined by Istanbul Chamber of Commerce (ISO) as largest 
Turkish firms for 2010.  
 Basic values of this Turkish large firms presents a harmony among values that gives to the firm its unique identity 
as a whole basis of business succsess. Rareness, value, and imperfectly imitability should be searched at the unity of 
all values, also; management types should be in harmony with culture, and success of those firms demonstrates that 
this condition was realised. Rareness and imperfectly imitability are results of a full integration of inside and outside 
conditions of firm, and its environment. These firms are among top thirty Turkish firms at ranking of sales from 
production, and also this presents how valuable they are in terms of creating income. There are similarities between 
cultures but these are in the frame of basic values for society or social responsibility.    
Turkish firms, as a necessity of competitive environments; should behave accordance with the requirements of 
business and markets; and should create a culture that suits to all these conditions. Those cultures are structured by 
personal cultures of founders, employees, top management, necessities of sector, and their interaction with 
environment. 
s have many same or similar elements which reflect the main 
necessities creates similar cultures for success of large firms.  
Another important side of the presented values is the focus on motivating employees for honorable purposes like 
contribute to society, national economy or humanity. Increase the quality of life, lead the sector, lead technology 
reflect their priorities that also integrated with culture as values. 
These are the examples of values of top Turkish firms:        
Honest, transparent and ethical; respectful to people, sensitive to environment, creative and 
innovative, customer oriented, encouraging employee development,  
This firm focus on values and principles that reflects basically a reconciliation with the society and employees.    
Permanent development, strenghtening values of human for the interest of organization, realization of 
legal and social responsibilities, respect to employees, delegating responsibilities to employees, a business 
environment which is secure, healthy and respectful to environment, sustain workplace peace, to encourage taking 
responsibilities and creativity, to increase employee satisfaction, motivation and loyalty, improve employees abilities 
 
Value, rareness, and imperfectly imitability of this culture can be seen in employee relations or satisfaction of 
employees  
Honesty, business ethics and truth, limitation to receive and give gifts, obeying the principles of privacy 
and business secrets, legal responsibilities, and responsibilities to society and natural environment, stakeholders, 
employees, suppliers and shareholders, team work spirit, secrecy rules, information and knowledge sharing, 
l types of annoyance/harassment, 
political campaign supporting ban, expression and debate ban for any kind of politcal, social, and religious thought, 
Byline ban (ban for second job out of workplace),  general restraint of trade (ban for being a competitor),  ban to 
personal usage of corporate identity,  personal responsibility of employees for the reputation and success of 
 
Ethics and principles of this Turkish large firm are to regulate the relations between employees, and management 
and employees by excluding any type of discrimination and rival behaviour. Power of that kind of composition can be 
said to be the bases of competitiveness.              
Conducting business in accordance with moral values, fulfilling responsibilities to environment, fair 
attitude, safe and efficient work environment, teamwork, open communication, personal development opportunties, 
 
530   Kurtuluş Yilmaz Genç /  Procedia - Social and Behavioral Sciences  75 ( 2013 )  525 – 531 
 
ng business implementation with 
moral values, sensitivity to nature, and improving and satisfying employees. Combination of these elements, 
especially the focus on the harmony between values, traditions and business leads an competitive advantage, but it 
must be said that other contiditions support this.        
Occupational health and safety, honesty and transparency, responsibility and accountability, 
competition and justice, creativity and participation, stakeholder satisfaction, environmetal susceptibility (awareness), 
 
Although each large firm has a unique cultural structure there are many similarities in terms of common elements. 
Again here, we can see an effective combination of different components of an organizational approach.      
Firm F:  response to demands will facilitate 
enlargement, participation at management, sensitivity to superior business ethics, employee focused, safe and healthful 
work environment, sensitiviy to environmental issues   
As a democratic approach; participation at management and demand focus prospect give the distinguishing 
at reflects the basis of other values.          
Adding value to customers, employee focused, creativity and innovation, occupational health and 
safety, taking responsibility for a sustainable future, product quality and continuity, adding value through partnership, 
competence, satisfaction, and loyalty of employees, following universal ethical values, saving environment, provading 
 
Composition of these values and behavioral types easily results in a competitive advantage which depends on 
value, rareness, and imperfectly imitability.   
Contribution life quality of society, reliablity, customer focus, sensitivity environmental issues, social 
responsibility, production with the awareness of environment and social responsibility, quality focused production, 
 
 
significant chacateristic is successful adaptation of them.   
Human focused; invest to human; to differentiate and continuously update the organization for being 
leader in the sector; Total Quality philosophy; mutually love, respect and trust climate; permanant education; team 
work/spirit; consumer and market focused; focus on the satisfaction of customers, shareholders/investors, and 
employees; continuously improvement; use all the equipment/infrastructure efficiently, focus first to understand, 
secondly to be understood; outcome focused thinking; first principle of success is to work with self-sacrifice and in 
 
This firm presents more complex composition of values, behavioral types, and thinking; also paying attention to 
the impotance of many stakeholders shapes the focus.    
Firm L: Reliable, innovative, sensitive, strong, sharing organization; with the principles of; human focused 
management, customer focused management, technology based management, safe workplace, continuous 
improvement, sensitivity to human and environment. 
culture be updated. As mentioned above; harmony among principles in terms of creating original cultural structures 
result in rareness, value, and imperfectly imitability. Also, it must be said that every firm reached a competitive 
 
   
Conclusion 
 
Culture besides other elements of competitive ability has an important share at the outputs or gains of 
organizations. Value, rareness and imperfectly imitibality of organizational cultures will lead a competitive advantage 
besides other conditions. An effective culture in terms creating competitive advantage should include all of the related 
elements in a harmony with each other, management style, market and environmental requirements. 
Firms, organizations should take culture as a part of organizational strategy and pay attention to it as a basic 
element to reach purposes. Culture, as a strategic asset, reflects the internal source of competitiveness which may lead 
or facilitate reaching competitive advantage with its rare, valuable and imperfectly imitable assets. Culture also 
strengthens the implementation of general organizational strategy with the items it includes.  
legal necessities and traditional national sensitivity integration creates a competitive culture which also should be 
supported by other elements of competitiveness to be effective. Presented cultures are always open to reflect ideal 
situations but successful firms with realised purposes are ap
 
Turkish large firms operates both in Turkish business environment and international markets, therefore uniqness 
of their culture can be found at the responses of firms to th
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with a highly successful manner. This situation requires a culture which responds national and international necessities 
and that integrated both. Capability of to realise this and behave in this manner let any Turkish firm to have 
competitive advantage with securing other conditions. 
Cultural items should be taken into consideration at strategic planning process by Turkish firms to gain a 
competitive advantage and a multidimensional approach is needed in terms of assessing all the elements of 
competitive sources.  
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